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ABSTRACT 
According to McColl and Kiel strategic marketing management is based on an 
organisation-wide marketing orientation that focuses strategic planning and 
management on the client; continuous market research; integrated activities 
and repeat business due to satisfied customers. Australian university libraries 
have been very successful in using the concept of market orientation to 
provide a framework for applying marketing principles to their management 
and service operations.  This paper uses the seven Ps of services marketing to 
identify some strategies and operations that Australian university libraries 
have implemented as market oriented organisations. Issues discussed include 
market research, client segments, market positioning, product definitions, 
placement, processes, price, staffing and marketing communications.   
 
Introduction 
 
University libraries need to survive and thrive in an online environment, where 
students find the ease of using generic search engines an attractive alternative 
to traditional library resources and services.   
 
In order to do this, libraries increasingly need to adopt strategic marketing 
management, the process of creating and facilitating the exchange of products 
of value with others.  Currently, the largest proportion of current library and 
information science literature on marketing deals with promotion and public 
relations, which is only a small part of the marketing mix. There seems to have 
been only a fragmented application of marketing principles in the management 
and operation of libraries, because most libraries have lacked strategies to 
translate marketing management into the functional management of their 
operations. 
 
The concept of market orientation provides a framework for applying 
marketing principles to library management and operation. Market orientation 
means that the customer is the focal point of all organisational goals and 
integrates structure, management and operations.[1] Four elements underpin 
market orientation: 
 
• Client orientation – satisfy customer wants and needs 
• Continuous market research – know your client and their wants and 
behaviours 
• Integration of all activities and systems –from management to front line 
staff, everyone must share information and the same client focus 
• Client relationship management – a repeat customer is an advertisement 
for others and sustains your business position 
 
In a market oriented organisation, “marketing” isn’t pushed off to one side as 
promotion or public relations. Market orientation is an organisational 
management style and literature has shown that market orientation influences 
organisational performance.[2] 
 
Many Australian university libraries are now cultivating a market orientation 
into their management style. Using the 7 P’s of service marketing, this paper 
examines some examples of how they have done so. 
 
Market Orientation and the 7 P’s of Service Marketing 
 
The 7 P’s of service marketing are: 
 
• Product  
• Price 
• Processes  
• Place 
• Physical Evidence  
• Promotion 
• People 
 
As previously stated, the marketing concept is a management style or attitude.  
By looking at the 7 P’s of services marketing, it is possible to break down the 
overall concept of market orientation into indicators against which 
organisational performance can be measured. An explicit market orientated 
focus will enhance management and operations as well as inform strategic 
vision, annual planning and organisational culture.  Australian university 
libraries have been using this approach to maintain their “market share” in an 
increasingly challenging environment. 
 
Product:  Market Research 
 
To be market or client orientated, a Library needs to understand its clients’ 
wants and needs, the environment in which it and its competitors operate, its 
resources and strengths and the social factors influencing our clients. This 
requires the systematic collection of market research information.   
 
Amongst Australian university libraries many mechanisms have been put in 
place to collect market data, including: 
 
• Print and electronic suggestion boxes 
• Client Satisfaction Surveys  
• Staff feedback 
• Client complaint handling processes 
• Informal polling – exit interviews; small focus groups 
• Statistics – peaks and troughs in demand 
• Trends in higher education, management and information science literature 
• Organisational statistics and planning documents – enrolments; staff 
numbers; client demographics; organisational goals 
• Social and political environments 
 
The data from these various sources provides information about clients’ 
behaviour and product preference, demographic and life style factors; and 
client psychographics, that is their attitudes, values and motivations.[3] 
 
Market research is an ongoing function and, over time, can be used to predict 
resource priorities. For example, as a result of brokering undertaken by the 
Council of Australian University Librarians, one particular client satisfaction 
survey is currently conducted every two years in most Australian university 
libraries. This has enabled benchmarking of outcomes and identification of 
emerging sector wide trends. 
 
Product: Segment, Target, Position 
Libraries always have many constituents or client groups and each library has 
to determine its main target market segments. Market research information 
allows the library to break the heterogenous market place into smaller more 
homogenous market segments.[4] The clients of a university library may be 
segmented in many ways,  such as: 
 
• by type – academic staff as teachers and as researchers, community 
members; students; general staff 
• by level of study – undergraduate, postgraduate  
• by information seeking behaviours (coursework students vs research 
students) 
• attendance – full-time vs part-time  
• age – under 24; over 25 and under 34;  mature age 
 
The main criterion to use in isolating market segments should be that which 
aligns the client need with your type of business. For example, the information 
seeking behaviour of university library clients is more meaningful than age; 
even though other demographic or life style factors may inform deeper 
understanding. 
 
Segmentation is not only essential in identifying the different service 
requirements of each segment and appropriate communications strategies, but 
also in allocating resources appropriately.[3] A numerically large segment 
with homogenous needs will potentially be most demanding but will respond 
to economies of scale and technological intervention. Smaller politically 
important groups may need specialist services but their number allows for 
tailoring services with a minimum of additional resourcing.  
 
Product: Segment, Target, Position 
Targeting is the process of deciding the most “critical” client segment and any 
other important niche markets. In most Australian university libraries it is 
evident that undergraduates are a primary client segment.  Undergraduates are 
numerically our largest group and, in a university with strong teaching 
outcomes, they are an important segment to satisfy because of their political 
influence on decision makers. However, postgraduate coursework students 
have very similar information needs and behaviours and so many services 
directed at the main client group will also benefit the smaller market segment. 
 
Most Australian undergraduate students are still young (under 24 years of age) 
and attending university full time.  However, a large number now work at least 
part time in order to pay tuition costs and living expenses, and the demands of 
this external involvement is decreasing the amount of time which they spend 
on campus.  As “Y Generation” students, they are highly technologically 
literate, “the connected generation”, and, as they pay increasing fees for 
university tuition, are becoming increasingly discerning consumers of 
university and library services. [4]  
 
While undergraduate students are a primary focus, lecturing and research staff 
are important niche markets. Lecturers have a major influence on the 
information seeking behaviour and information skills development of students, 
through their teaching and assessment techniques. Therefore, many marketing 
strategies can be directed at these staff as a means to influencing the primary 
target segment. In contrast, research staff and students have quite different 
information needs for which tailored services and marketing strategies are 
required. 
 
Product: Segment, Target, Positioning 
Positioning is about how an organisation wants their client segments to 
perceive it. It defines the bundle of attributes offered in relation to your 
customer and in relation to your competitors. This then becomes the core 
message and focus of marketing efforts. Positioning makes it easier for 
consumers to identify and remember a particular product/service provider. It 
strengthens the association of a product with one or more attributes of quality; 
and it creates a distinction between other products or services that may satisfy 
a customer's need. 
 
Australian university libraries are attempting to position themselves as 
superior alternative sources of information, when compared to the chaos of the 
internet.  At the Queensland University of Technology Library, for example, 
emphasis in communicating with clients is placed on the message “Search our 
Web!” This positions us with the attractiveness of our greatest competitor, the 
internet or WWW, and also against it by personalising the web as “our” web – 
the web within in the chaos.   The word “Search” is intended as a direct 
positioning with the needs of the student.  This statement serves as the 
message platform on which to base key communications with this client 
segment. Similarly, the University of Queensland Cybrary brand has been 
very successful and has endured for over ten years because of consistent and 
integrated reinforcement through all communications. 
 
An organisation’s position in relation to the client, if articulated within the 
library to staff, can also shape staff’s perceptions about, and attitude to, their 
role and its relevance to clients.  
  
Product 
In their management structures many libraries organise their processes and 
performance by functional and line management sections. In a marketing 
oriented organisation, this should be overlaid by the library’s product line, into 
which all the functional and management structures are integrated.  
 
Library Orientated Market Orientated 
Acquisitions 
 
Cataloguing 
 
Web site development 
 
Collection development – print and 
electronic 
 
Document Delivery 
 
Borrowing 
 
Reference services – information 
desks; reference service; liaison 
services 
 
Information literacy 
 
Systems infrastructure 
Access 
• Web – 24/7 access 
• Opening hours 
• Learning and studying places 
and spaces  
• Borrowing 
• Document delivery 
• Reciprocal borrowing with 
other libraries 
• Resources sorted and 
catalogued 
• Classified and stored for easy 
retrieval 
• Navigability of web site 
• Course reserve (print or 
electronic) 
 
Resources 
• Selected for quality and 
relevance 
• Multimedia 
• integration into study and 
teaching  
 
High Tech/High Touch Relationships 
• Service points – face to face 
• Reference desk service 
• Liaison librarians  
• Information literacy classes 
• Help and teaching 
documentation 
• Curriculum integration 
• Virtual reference - telephone, 
email and chat reference 
service 
 
The product line outlined in the right column of the table above is more 
meaningful to library clients than are the library’s departmental structures. 
Some Australian libraries have established organisational structures reflecting 
this product line by amalgamating computing, library and learning support 
staff into functional groups. However, where departmental boundaries are not 
changed, an explicit market orientated focus can foster more integration and 
cooperation between sections and thus a more seamless service to clients.[5] 
 
Price and Processes 
 
Use of University libraries is not free. Students pay a price in terms of their 
time and also in terms of the kind of experience they have when using the 
library.  
 
Australian university libraries try to ensure efficiency of users’ time through: 
 
• Reliable network and systems  
• Cross campus services (most Australian university libraries operate on 
multiple geographically separate campuses) 
• Minimal turnaround times for reshelving, document delivery, intercampus 
loans   
• Navigability of web pages – the layout of the web page simplifies the 
complexity of the information environment 
• Availability of Help – print and web documents are readily accessible at 
point of need; loans and information desks, email and chat reference 
services, telephone assistance  
• Reciprocal arrangements, both interlibrary loan and reciprocal 
memberships for students across all Australian university libraries 
• Provision of collaboration services to extend client assistance outside 
normal library opening hours 
• Self-service options – online renewal of loans; online placement of 
holds/reservations; self checkout units.  
• Information literacy classes and orientation held on weekends and 
evenings as well as in business hours 
• Problem solving procedures – missing item search; fast track cataloguing 
and processing 
• Multiskilling of staff, allowing them to move between work functions 
according to demand, and to act as front line problem solvers for clients 
• Outsourcing “backroom” functions where feasible in order to focus staff 
time on client service 
 
Place and Physical Evidence 
 
Despite the expansion of online services in Australian universities, the 
majority of undergraduates still come to campus and need to find spaces for 
individual and group study, as well as socialising. Since library buildings are 
still, and will continue to be, an important resource for students, clients will 
continue to judge the quality of service partially by the physical environment 
available to them. 
 
Even when not blessed with new buildings, old buildings can remain 
functional and attractive through innovative refurbishment. It is evident in 
Australian universities that students are wanting different spaces in libraries 
today such as group working environments, Information Commons, training 
rooms, lounges and eating areas.  There have been major projects in many 
Australian university libraries in recent years to introduce such spaces through 
building renovation and in any new buildings constructed. 
 
Details are also important.  
• A signage policy can ensure that both permanent and temporary signs 
are consistent and clear across all branches 
• Promotional signs and library promotional publications should be 
professionally designed and displayed in purpose built display units. 
• Facilities are maintained in a clean and tidy fashion.  
 
People 
 
In service industries like libraries, staff are part of the production and delivery 
of the “product”, as they are part of the service interaction. Customer service 
goes beyond a “cheerful attitude” to the key “moments of truth”. Clients want 
assistance when needed; sympathy not indifference; resolution of a problem, 
not excuses; extra effort; individualised solutions; seamless assistance, not the 
run around. 
 
Training for staff needs to include: 
 
• Skills training needs  
• Customer Service training  
• Staff exchanges 
• Study assistance 
• Secondments  
 
Regular Staff Reward and Recognition Schemes in many Australian university 
libraries are used to acknowledge and strengthen effective client service, by 
providing acknowledgement and reward to staff who exhibit high level client 
service skills.  At Queensland University of Technology Library, for example, 
the Library’s senior management personally funds an annual staff award for 
Outstanding Client Service. 
 Promotion – Integrated Marketing Communication 
Marketing communication aims to build an awareness of what the library 
offers and to reduce the perceived and actual barriers to use of the library 
 
Marketing communication falls into two broad categories: 
• A promotion for a specific or new service 
• Ongoing promotions and communications about services 
 
For both, you must use all the communication channels your target customer 
uses. No one channel will reach all clients. 
 
Strategies for ongoing marketing communication used within Australian 
university libraries include the following:  
 
• Web News – stories about new resources, services or focusing on a special 
topic on the front page of a Library’s website 
• Print Newsletters – circulated to academic staff and postgraduate students 
containing stories of new resources and services as well as more strategic 
concerns 
• Web Page assistance –subject guides; database guides; help contextualised 
at point of need  
• Personal selling – service points; librarians visits and email contacts with 
academic staff 
• Publications – appropriate publications; displays appropriately placed and 
attractive. 
• Information included in other university publications.  
• Self-subscribing email lists – clients can, in many cases, subscribe to an 
email list that sends a personal email about any library news, ranging from 
new resources to service outages. 
• Broadcast emails – at key times in the semester, email students reminders 
of services they may need. For example, when the first assignments 
deadlines are nearing, send a reminder about information research classes.  
 Promotional campaigns in Australian university libraries usually focus on new 
services and use “ongoing” channels of communication as well as other 
promotional strategies such advertising, out-of-library posters and fliers, 
events or functions and sales promotion activities like give aways and 
merchandise. For such situations, an integrated marketing communication 
action plan, which sets out target audience, key messages, communication 
strategies and channels, time lines, responsibilities and costs, is a useful 
planning device.   
 
 Within Australia, a number of university libraries are now appointing 
specialist staff to manage their marketing and communication functions.  
Some of these are librarians, but others may be graduates in marketing and 
other business related disciplines. 
 
At Monash University Library, for example, a position of Marketing and 
Communications Manager reports directly to the University Librarian.  This 
role establishes and maintains a marketing and communications framework for 
the library.  It initiates market research, develops appropriate library 
publications and web content, overseas signage, and manages the Library’s 
“brand” and corporate image. 
 
Royal Melbourne Institute of Technology Library employs a full time 
Marketing Coordinator who coordinates a cross campus publicity group and is 
responsible for publicity and promotional planning, publications, web 
publishing and client feedback mechanisms. 
 
A similar role at the Queensland University of Technology is incorporated 
within the position of Community Services Librarian which reports to the 
Director, Library Services. 
 
Summary 
 
Market orientation is more than skin deep. It is a management style that 
focuses an organisation’s planning and operations. By looking at the 7 P’s of 
service marketing, libraries can cultivate a market orientated focus as a basis 
for its quality management frame work.   Many Australian university libraries 
are marketing to their clients in just such a way. 
 
The most important elements of such a strategy are: 
 
1. Understand your client (Market research) 
2. Identify your client market (Segment & target) 
3. Identify your strengths as a competitive business (Position) 
4. Know the product your clients want and where they want to use it (product 
& place) 
5. Develop effective and efficient procedures & systems that facilitate 
outcomes for clients (processes) 
6. Employ and train staff in both work skills and client relationship 
marketing (people) 
7. Communicate the benefits and advantages of your product over 
competitors, such as the chaos of the internet (integrate marketing 
communication) 
 
University libraries are being challenged as never before to maintain their 
relevance to their prime clienteles.  Information quality may be a prime 
differential between resources offered through a library service and the 
“Google-mentality” of our new generations of students.  However, only if 
university libraries market their services effectively to these users will they 
continue to hold a prime role in fulfilling the information needs of their 
universities.  Australian university libraries are taking up this challenge with 
improved marketing strategies and techniques and integrated marketing 
communication. 
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